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Itie chief aim oi! the Toachor Corps is to facilitate collaboration 
.«ioi>j ixihlic schools diid universities to in^xove educational Oi^rtunitios 
for low incoie studonts. The fcciis of tlus collaboration is the use of 
■I\u.^l«r Corps/imivei-sity/school resovircos to provide insoivico training/ 
to ttxicnt^rs. l-hrouqhout its history Teacher Corps has souqht continually 
to oxiand the circle of collaboration, on ^Jio project Icvol, to incluJe 
all .jLX^ut^s wlx3 playod a significant role in tlic; (xiucation of low income 
stulonts. CQi^scxTaontly, since its incei^ion in 1965, niirKi^rous prcxjrani 
.iii»^jxinvnts and hxjislative changes have been nvide to syst cmically involve 
luroiits, ccnnuaity residents, school princii^ils, deans of education and 
otiiers in the chinyo programs of Teacher Cori^s projects. Teacher Cor[.s 
inv.^stai heavily in collaboration anoiyj these graq^s in U>e hope that 
t}>> s^ixu-gy of Uieir combined efforts wuld iixjroase the inijjact of Uk- 
proitvts on the educational opi»rtunities availal^le in target sc^iooLy. 
m offtvn, Tmcher Coq^ was attaipting to esbiblish a soxies of not- 
w>Lks, on the school level, wfuch wuld continue to fuix:tion after the 
c.^ssit ion of fixlerai furds. In terns of collaboration, Taicher Cori^s 

attrtii^tii^j to develop a functional systm of mutually U-xieficial 
ivlat ionships W)ikiiKi t.a>ard tht? shind objcx^ttve of jjni.roval alucaLion.i]. 
• n^fx-ii-tunititvi. 

Uvinrally, it was tiCJt until 1974 t.K-it T(Mch>r Coqxn act(<I to cn-ate 
.1 iiyst.in for a^l lalxuati-n .:uirni(i [.ix)ja:t direxnurs arxl tlu-ir [uojrxjts, 
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UK> lVMcl)cr Coq.s networks. 'Hie am of ti^r. notvsorks waj; to faciliLatc.. 
Lnfomuion shoring and problem solvincj anony projcx:ts to aid th.^ir 
aoveloincnt.and effectiveness. The netv^rks woxe yovexnal by the pmjcct 
diioctors and Nvaro im^vidod with fiirxis anc3 a staff to aid the adrauiistration 
of thoir affairs aixi the cxcution of their dtx:ision. 

Trior to the crmtion of netwrks, no fonrtil ch^innels for shariivj 
ar^l collaboration amoncj project directors existed, ihe irony of UlLs 
cir.THT^stance was the largo nrnto of project direxrtors wto had devcloixd 
skills resulting frcm iirevious Tcxicher Coips awio.nce, and the ecrually 
Kuqo niinboi- of directors witJi no exixariojice wJxd wci-o in ncxxl of tiiose 
r.KiUs. Networks not only provided a veliic.lo for na^ txx^plc to oxi:lolt 
ilu o->qxiiieix:e of veterans, they also served as a ntvins to achieve outcorc-:; 
difticidt for any director to achieve individually. 

Si.ve tlk^lr crcMtion, iietvwrks have i:a:oduccxl manor.ms prcxlucts tlirrxigh 
tl>' or.j.uuzed (x^llalioration of i^oject direcrtors. /Vitern.itive training 
dc^sicjns, extensive docanentation of effective ncdels and practices, arvl 
a wide range of i^roject, role groups, and director oriented services h:.vc. 
rt>.sulttxl frcm Uiese cxmbijxri efforts. However, the productive and efficient 
»^Ualx^ration which iiow character izjs most networks vsqs only achieved aftf^r 
a lot>T ix^Mod of growth (sametijTtes painful) and consolodiation withiji cxich 
notwn-k. The active sense of ownership, resix)nsibility, anrl cx:rmitt7m..nt 
lo notw^;rking, now fairly coniDn among directors, was slow to develq^ 

'Hiis chirn-.oi will examine tlie develornent of networks in Teacher Coq)s 
arawii>i on the axix^ionce of the Now llnglaixi network and others, and cite 
Kvirnirv.s .ibuut tJK.> organization .ind maraganont of effective networks. 
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IV m'CSF. AND FUNC TION 0^^ A NT-nvntiK 

The Toachor Corps nctv^rks caTi)riso what Sarason calls a "hunm 
resoiu-ce network." it is an association of people with simlar concerns 
.11x1 resi«nsibili.ties wtio rexjard thonselvos and their projects ai. rnutu.1 
roscxu-ces for ix>sitivo exploitation. Tho network seeks to naxiinize the 
dovirtHD of functional benefit achieved by each network manber; to aid m.i.tos 
in effecting the oynorgetic potential of network collaboration. 

11^ network hrijigs together people who have coimanlity of purpose 
ojxl diversity of skills, perspectives, and exix^ience levels. This balance 
of mity and diversity is the basis of what Cohen and Lorcntz ca].l the 
Msivunic equilibrium: of Networking," On one hand, the network ser/cs to 
lx>lu its meribers transcend the cxDnstraints of daily operation of their projects, 
•nio diversity of perspectives and experience helps that, to see larger issues 
.lixi c.i^osns and address a wide range of issues more effectively, On the 
other K-uxl, the efforts of the Network are meaningless unless they cm te 
tx.iiislated ijito actioi^ steps which aid the day to day operation of the 
pix-)je«."ts. 

The grevitor the diversity of experit^jice am: persixx:tivc, th- nv^rc 
c'f fcvt ive a Netwoxk can becQTc. For this reason, one prirrary function 
-^• iho Netvork is to maintain an open systaii stance; to solicit .input 
.:xl invx:lu,irjit frun a wide range of oth-rs, (i.e., pix)jcx:t incsnbers, 
tavrlxus, cxnimmity residents, deans, consultants, litcrnturo and so on), 
■rhir. ..^H'Jl;K^^s i«t only incrux-,os the dc^jn^e of needs ros}x5.uuveness and 
kuiwicUgc bise of Notv>ork activities, it also helps naint^in a functional 
nrirjuation ui th(^ thinking of the nctvsorkers. ThLs orientation, jn turn, 
h.'l!'b to insui-e Uie seUiction oixi design of activities which will Wo a 
nx^isural)it^ irnxict on tJx^ (k\ily oixirat.ion of. pioJ(x:t:;. 
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•rhii prij.ury obsUcles to Uic dcveloiimM of networks ccuitarud on the 
Mn..slLoivs; . 1) wlxD benefits - will the nctwrk be renponiiivo and account- 
aMo t(. the iKtxIa of projects .ind directors?; 2) what arc the costs ~ 
will, invL^lvont^t in tl^o network r«juire t^xcossivo annunts of tijno?; 3) 
can Uk^ benefits outvA^igh the costs - will the products of network 
involvoment exceed the costs of involvonesnt? 

Although network collaboration makes ixtmediate theoretical sense, 
pn.joct directors, their staffs, ard their constituents (toachcrs, porer.ts, 
• uxl sc«lxx>l adninistrators) each had operational ageixlas tJiey wctc not eager 
t.^ disnipt. Wht^n neuorks were established, the initial reaction of these 
^.UMips ranched fran the accusation that they represented a mc^aningless 
Kishin^jtun "lay-on" to siji^^le indifference. Very fcv sfvovAd oxcitcm-nt 
aloLit the ix^t(uitial of networks tx) pcodiico ncolcxl supix^rt sorviccs. 
rotuvriuojitly, f LixUng ways to dnnoastrato tlic r..x:iprrxMl l^^'noCitn of 
.H>tun.-k inunvrrvjit , ci.vclop triLst amoivj the }xirticiinnts, ontl facilit.itu the 
assuiti^tLon of respc^nsibility am^ncj U)e y^ijoxs was the first nwujor tost of 
tlv nct^vorks. Mao, the netwrks did not have a clearly dolincitod nmxkitc 
or .^xlls sUtonwit. In other works, the first cjuestion: "Wlvit is the 
notw^^rk and what is it suppose to do?", had no roady answer. 

Ttio conccmnitant effect of the tiine pressures directors faced at thej_L- 
Pix^jcxrts, the absoico of a specific marxJate, and the fact that the netvs^rk 
atU its nxiTtDcrship hid been created by a powerful external force slcjwod 
the devolqiit^nt of networks, F.irbt, Teacher Coq^s project dir«rtors ware 
c^hligattxl to i>u-tici}vite in tht^ notvorks Ixit did not iinnaliatnly sco. U>o 
lx)tonlial UMU>ati. of Uicir i^rt i.cipition. Sc.vond. t lioro was active 



MuoHtiordiyj .^.cyj cUrc<:tors of wt^Uicr ti^o net^vork's re:^urces would tx. 
l^i to txuix^sos t)K.y detcmdnod or pun.os..3 cUctatod to then, by Wbshincjton. 
'niird, uotvcrk axtx:utivo socrot^u-ios, Uio chiof acMnistrators of notwDrkn 
(selected and dircctcxi by network bo=irds of dixectors) wore iiutially 
3iu.j^x:tod of sorvinj two msters, the net^vorks aivl Vfashiivjton. Sane 
directors suspected that net^ks v^d be used, by Washington, to perfom 
duties not in the projects' interest. AltJ^ucjh those '^duties" were never 
sivx:ifically defined, the suspicion alone created an obstacle to network 
dovolo^r^nt which hid to be overeat. Fourth, sane project directors 
^iw .x^tvorks only as a moans to acquire resources for their projects and 
^A>ro not dispostxi to reciprocate by contrilxAting their tii,ie, id(^-is, skills 
or oAfx^rienco. 

ItK-se luroblaiis were prijmriaUy attrilmtable to newncs.s and tho 
aKsoK-e of input fran project directors in th. devolojincnt of tlx? netvnrks. 
lVoj.vt directors hnd no foniul channels of connunication or rmatual asnistanco 
pri-r to tiie crcxjtion of nebvorks, And, although there was a widely 
:cvxMnL.:od nerd for a vehicle to facilitate collaboration and sharincj 

i>rojects, the sudden appearai>ce of netv^orks was generally greeted 
wiUi susi^icion, 

'I'ho New England Network was no excei^tion. The early mectincjs of the 
hu.M ot directios were doninated by discussion of who the nebvork boloiyjcxl 
to, its ixurjx-^so aid caixicity for service, definiixj tJie functions and 
a.vou,u.ibility of tlx^ oxocutivc secretory, and dcr/elopinq m acceptaJ.le 
«r .x->. iun.v stjiK.n;uo. r^urlng Uvit ixiriod Uku-o wcto threo nujor coix:omn 
.uuHUM dmvtorr,. Firnt, that Uic nctv^rk vs^nild only uu- for purioscn 
d.>t,«tinin(xl L;v' t dii.xnors. Dircx:tors wpn^ o.nr:,^rncxl thit. th(,. rc^Axro.,^ 



of the. notvoik ndyht be exploitcxi by Taichor Coi-p:i/WEu.hirr,ton to coccutc. its 
a«>u-..Us ar^ v^uUl ooiiscquently lose its value to the- projoc-ts it w«s 
Kun»sed tx^ sorve. Second, that tho executive secretary s,„.vo and be 
acx^mtable cdy to the board of directors. Directors wore suspicious 
that executive secretaries would be used to feedback informuion on the 
l^)lc«« of specific i>roject5, a«a that they v^uld be asked to ix^form 
sowices not si^ifically related to netvork business. Third, that thoro 
was parity among the directors in decision naking, access to resources, 
and access to services. And fourth, that the tiine directors spent away 
frau their pix)jects be productive of benefits for those projects. 

Msg, because of the newT^ss of the network, integrating its support 
st>-rvices in to the projects' norrol operations was a priority concern. If 
tK> notv^k'3 services were offered at the expense of local i:roject 
c^tf icionc>., the benefits realized frcn those services vould be- at least 
hirtially doniaishod by the disruption of their offering, 

'Hk' prijmiy develoiment concern in networking is faci litatijig the 
M^Av-tJi of ti-ust and the assun^.tion of responsibility ajiong Uio mdnb^xc^, 
tivit the network can becrme iiroductive and nnitually beneficial. Tlr,' 
initial stops taken by the New England netvsork irx:ludcd: 1) designing 
.1 qoNvnvuice sLructiu-e which defined the caixjsition of the Ixxird of 
^Ur.vtors, the auUiority of the board and its individual mc^x^rs, and a 
i:>xv.s., for decision-nuking; 2) defining tho scoix) of work, authority, aid 
a.^^nu1tability of tho exeaitivo socrotary; and 3) developing a process for 
tlv initial as.sossiTient of project needs to facilitate the doslgn of prrxjrams 



In do^icjnin., the cpvoxnaix:o structure and duvclo,,in<, prajrains and 
HoivicoR th^. issue of ooivrom is defining the nel^^rks mil constit.uoncy. 
r>^si.mu.j al^ cxivutai.le cpverrvince strxK:turc is a fairly siiru.lo and sti-ai<,} 
t.Mward mttox. Ik^A^ver decision-mking and prc^nun dosic^ reciuiro Uk. 
a.nMid..ration of and in^xat from ail of the popvaations im^xicted. In ^ 
•IVviohex Corps n.,^tv*.rks there are two constituencies. The first is the 
-roj.vt directors, who, by virtue of their ix)sition, have a unique set of 
supix.rt and service needs not shared by other nriTtx^rs of thtur projects. 
Ihe s.xx.r^ is those i«eple who oon|X)se their projects and who represent 
t:.o pruiury targets of niKrh of the net^rks activity. In order for the 
.vt^>.H-k to be effective, incrt^sii-^ degree^s of u-ust and a sense of mutvul 
lvii,>tit niist be dcvelofxxl among these jx^pulations too. 

The dovelonix^nt of Uus awareness is aidal when the projc<:t n^U^r,^ 
Up.v a .x.nsistent aixi niainingful role in net^^ork procjram dcsicjn a,d se.. 
th.> .>etw.rk taking steps to be responsive to Uie neali-; thoy identify. 
.Vv lincrUml, the n.M^^rk sought to provide this role in the. foj leaving 



1. Tht> initial dssossinent of project ncx-xis was conducted by 
Uhj nctw:;rk executive secretary in a series of i)rojoct 
visits. Flich rolo group of each pix)ject was interviGwc^i 
about their role, its damnds, and its nr»st critical 
support necxls. The benefit of this exercise was bvr.- 
fold. First, it provided rolo groups with an oi^p.^-tunity 
to discuss Uii>ir needs and rrake rt>carnT>jnda lions of ways 
they (xiuld arcxiTTitxlatod. Second, they pTOvidtxl the: 
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executive sccretaiy with an oi^portunity to got to 
krx^ the people in the pi-ojects arKl vice vcrs.i. ihosc 
nieotinys i^widal a foruni for Uio discussion of tiio 
notwDrk, its capacities and limiUtions, and the 
benefits of cross project collaboration anorrj ir^lo gro^.s 
faced with similar challenges. Also, the data collected 
fron these meetings were suTrorized and presented to 
the board of directors for decision-making on program 
design, 

2. As mjor areas of program developrent were defined, task 
forces a:„vosed of representatives frxm target role groups 
were estat-lishcd. These Usk forces were charged with the 
mission of developing and integrated seciuenco of program 
activity. Decision made bi' these task forces wci-e presental 
as rcooimeixiitions to the beard of dirtx7tors. 

^. Docii^K^-^tation of activities, prod'jcts, nrxiels and prablms 
was dissoiiin^itocJ through activity roix)rts and thr^ough the 
neb^^rk tabloid. The fonmt of tiio reix)rts and the tabloid 
W.-IS org.uuzed to provide relevant, useful infoxTivition to all 
role groups. 

4, I-:ach year a conference aititled, "What lias Teacher a^rr.s 
Taught Us" v«s held to facilitate pixxJuct sharing and needs 
apsosaiient for the coning year. 
Hu-oiKjh the vehicle of tiiese strategies, the net^rk gradually dovoloi^d 
uvutaUon for being consistently responsive to the need.n of projc<;t 
^filxus. 11,13 roputuion, in turn, facilitatul cc:.nfidcnce cmim^ the 



n^T^i^ss (both directors and role groupa) and their desire to be Involvod 
in .^t^>ork activities. Also, at the end of ^ch year, as old projrx:ts ' 
tonuimtod i>M new ones were funded, the "track record" of the network 
tacUiUtod the quick involvanont of the new projects in net^sork activity. 

It is interesting to note ttvU the last role group to 55oriously 
^hHioss its c^m developinont v«s the directors. In the first year of 
the r^otvork, their energies were priirarilly directed to the provision of 
sc^n-ioo^ to their projects. Although niirt^mu.; sharing and prx^blon solving 
.^•Mvitics y^e lx>ld for directors, it v^s rx.t until a consistent and effective 
: ux-oss for acocn„t^^,ting the needs of their projects was ostablislxxl th.t 
thoy tvirncxl serious attention to or»-going d.rvelotment training for 
th«,.solvos. Ifcvever, these activities did significantly contribute to U^e 
«i.^vx>loni,ant of networking skills orong the dircxrtors. A.s L^io network 
Uvxu.> increasingly effective, the directors bc<jan to intcjrate netv^rking 
^•-.v.M-iu. (sharing infoniutioa/skiUs, etc.) to Incraising d..jrees. 



Our axi.>.rieiices with notv^rks indicate that cerbiin cxmsideratious 
are fiuxlojiv^ui to tl^u effectiveness of this bi-and of r«lla}^ration. 
1 . Project directors must see the netvsork as their agency, 
cwT^cd equally be each mcsnber. Although ultimitely those 
whc^ arc iitjst active may assuino a groatei- share of infomal 
aviv^sliip ajKl influence, it is imixjrativo thit dirartors 
"Ixy into" tlio (X^ncept of ncLworkincj and ds.-UDTiL' a fLuu-tional 
res})t>m;ihility for its direction. 

'Hk) <TW!vu-ship issue alnc U'iggiir:; th.^ issur of tuti. ''b 
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aid the function of the netwrk and insure its frt!C<lan 
frctn doninonce by a single project, tho neUvork should 
be located at a neutral site. As Cohen and li^rontz have 
stated, "-me setting of tlxj network should always be 
on "neutral" ground." They furtiier state, "A soi>arato 
office, wiUi an ability to keep doors open to all, is 
the appropriate base for housing the coordirator and 
administering the network." Our experience has rian- 
onstratod that this separation helps the netsrork belong 
to everyone and no one. The resultincj independence 
facilitates the loadership function of the nctvsork 
office. 

ihe network must function in concert with the work flow 
of projects. If the network services ore offeral at 
the e^xp^^nso of local project efficiency, the benefits 
realized frcm those services would be d(mnished by the 
disruption of their offering. 

Ihe network must have flexible capacities. C)ne priirory 
advantijge of networking is the ease of adopting now 
missions cind tasks, A network must be able to >Tend 
its resources to enable it to respord to a range of 
t^vcr chkiiKjin.) needs and oorcorns. At the saino tinio, 
it Is ijTvn)tant that a network adopt a .cmtral integrating 
print7lple(s) which can function as a luission statcannnt (s) 
• ind guide tlie dovelo^nKint of procjranis. Tlic Gxisconcc of 
Kuch n prirKMple(s) will help the njtvcrk ovt^lvo with riDrc 

' ,i;kI 1(.-;;h chaos. 



'■^ Thr net^^-k pdrticipnnts and staff nust develop ccnTiit-tjntu.c 
to ar>d skill in the netsorkiny process. As Cohen and u^roul?. 
h\^re stated, "A major objective of lookincj at Networks a.p 
process is to encourage individual o^^ression, self aid 
nwtual help." Effective networkincj ui character i-.cd by 
the function of the notworkors as both "givers" and "takers". 

6. The network office must have the deronstr- ted technical 
capacities to "deliver Uie goods", A good "track record" 
generates confidence among the network inembors v/hich, in 
tui-n, faciliutes creative thinking, and high cjuality 
ocmLttJi^it and. involvanont. Dccause the mechanism wrks, 
ixoplo use it and rely on it. If thia confidence in capacity 
is absent, the scoixr, ambition, and ijnpact of tho not-work 
is shur^jly dcminished, I'his confidence is especially 
iJUXDrtant liccause the success of a network is largely 
dqx^ojit upon the degree to which its monhxirs ixircoive a 
potential for benefit 
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Heretofore, Teacher Corps netwrks have bcxm con^x;sod solely of twr 
Vur .-^x-lc projtx:ts. These projects were fairly r.unil.u: in sUuctiue, 
^TM.miz.ition, and objnctives, mis year, the difference betwe...n the 
tw.- ymr 12th c:>t:le projects aix\ ti>e five yuir '78 Scrior, proj^.-rs will 
Pivsejit a major clvillcjyje to the netwrks ai>i to the directory tr. rapt..., 
uit.Miate, .md rapit.alizo on tlie difforcncf.. between these tw: sots oi 
i'uMivts. 




key to the sucx^ess of this effort will lie in the networks' 
cibility to ^uransconci theix stnjcturftl differences, cv/i in the directors- 
ability to^ti^^ly appropriate managonent technologies to their dira:tion. 
Mthot.j}^ the projects will be different in kiixl, they will not be 
■liffcia^t in character. That is, the major aiins ana functi,:)ns of the 
tvo sots of projects will be parallel. This parallolian will serve to 
n\iintain the key balance described earlier; (xiironality of purpose 
atxi diversity of mL\:ins, perspective, ard exi^lence levels. If this 
hUanro can be esUiblishcd it will reslult i.i a increase :;.mevefnent of 
outotwf} in iirojects. 
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